&, The Offics of Training now has 28 instructor position vacanciss which
shenld be filled by experienced intelligence officers from DD/P, for
the most part, and in lesser numbers from DD/I and DD/S, Thus far,
the Office of Training has been unsuscesaful in cbtaining sufficient
wapbers of eligible candidates from other offices of the Agency to fill
thase vacancies and to replace thoss non-OTR career designees whose
30-month tours with the Office of Training have expired,

b, Office of Training career designees, serving as instructors, soms of
whom have not rotated since 1950, need to heve their intelligence and
cperational experience replenished in order to achieve a propsr balance
ss instructors betwsen theory and practice. The Office of Training

- Career Service Board has insugurated a Career Desvelopment Program
which provides for the development of & five.year plan for sach career
designse of the Office of Training, KNormally, the plans provide for
at least ore rotational tour of duty,of 12 montha' minimam duration,
1o another component of the Ageney. It is impossible to put these
eareer plans into effact, without interference with the training schedule
of the Office unless experierced operational and intelligence personnel,
&8 eplacements, are made available to the Office of Training on a
man for man basis, o

©. Resolution of this problem requires acceptance within the Agency of a
policy that tours of duty with the Office of Training sre necessary
and desirabls in the interests of the Agency, and that other Career
Service Boards will aceept OIR rotatees for duty in their components
and will replace such rotatees with their own career designees for
squivalent tours of duty in each case,

d. Since persomnel are controlled at the division level in DD/P, the
Offies of Training encounters difficulties in exercising exchanges
and rotation of persormel on an equitabls or quid.-pro-guo basis; for
example, an OTR instructor mey be released to Division A, but ths
most qualified replzeement may be found in Division B, Without
cantralized control of Clandestine Services personnel it is extremsly
difficnlt to negotiate exchanges on a truly equitadble basis. '

¢. In summary, therefore, this problem breaks down into the following :
' steps: Office of Training existing vacancies of instructional personmel
_ should be filled by experienced and qualified personnel who have the
_ .. capability to serve as instructors from DD/P, DD/S and DD/I components
- ~_ of the Agency., Secondly, the replacement of non-OTR caree
“\whose tours of duty with the Office of Tralning sreres

\\
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should be replaced on a systamatic basis; and finally, OTR career
designees who require replenishment of their intelligence, cperational
&nd support experience should be permitted to rotate to other components
of the Agensy on & man for man replacemsnt basis for equivalent tours
of duty in sach case,

PROBLEM 2 Ihe Junior Offiser Training Progrenm.

‘mmmsmmmmemmmﬁmmmxﬁmrﬁ

to the Ageney. For the most part the JOT Program suffesrs from deficiencies
in the recrultment effort of the Agency. Currently the Office of Training
is autherized at all times to snocumber 150 slots for JOT's undergoing mili.
tary training and service and 90 JOT slots for non-Silitary personnel. As
of 1 March 1955 only 57 military slots wers entumbersd and 4l eivilian JOT
slots were sncumbered, making a total of 98 personnel in the JOT Program
and 19 in the pipeline or a grand total of 117 as against a possible 2540,
The recrultment effort is not commensurate with ths recrultment load for
JOT's and Agency requirsments for JOT's exceed the supply. The following
steps are deemed to bs effective ways and means of improving this situstion:

&, There is at present no incentive system for recrulters to place
amphasins on the quality of persormnael selected, ahead of quantity.
For exarple, it takes 4 to 6 times as much work to identify and
reerult & JOT as it does Lo select other professional or clerical
parsonnel for the Agency., Prierity is now given to recrultment
of operational vscancies, Under an incentive system, and with a
larger recruliment sffort greater mmbers of JOT'#s could be fed into
the Agency system,

b, The inability of the Department of Army to absorb its ROYC persomnel
affords a unique opportunity to the Agency in exploiting = source of
potentisl JOT personnel, The shortage of recruiters has mede it im.
possible for the Agency to exploit this source of manpower,

¢, Out of every 100 applicants for the Fore Service only 15 are
sslacted and comnmissioned, DBetween the 1 and 25th applicants, of
each 100, there is represented a group of young men who have already
sads & cormitment to serve the U, &, overseas, who possess high
qualifieations and are a fruitful source of skilled manpower for the
Agency, The shortage of recruitera has resultsd in a failuwre on the
part of thes Agency to exploit this source of manpower,

d, While arrangemsnts have been made by the Office of Training to esta.
blisgh a network of 46 faculty members of various collsges and universi.

ties throughout the country, this network requires more frequent
stimuiation than it is now getiing, While the nmetwork ls productive,

28
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§t could be mads more so by personal or written contacts. If the O0ffice
of Personnel could devote the time necessary to stimulate the network
to greater sctivities, it would result in the availability of gresater
mombers of high potential Agency personnel.

6. If priority were given to fill the currently authorized JOT slots, the
deployment of these additionally trained and fully cleared JOT!'s would
sismltanecusly alleviate current persommel shortages and result in
izproved on-the.job performance in the Agency.

EROBLEM 3+ Extensicn of Fisld Recrultment Facillides.

At the pressnt time a majority of applicants for duty with CIA are processed
4n this order: interviews by the Office of Personnel; testing of all locally-
tiired clerical pecple and a minority of professional people; security inves.
tigation; medical examination; polygraph; general persornal processing,
ineluding testing of perhaps s majority of professionals. Ore difficulty with
this procesaing is that the majority of professional applicants are tested
gfter they sre on boerd, Obvicusly, the testing program would have more effec.
tivensss if it wers conducted prior to employment. Plans ars being formulated
by the Assessment and Fvaluation Staff, Office of Training, in cooperation
with the Office of Personnel, which will make this possible, Apart from this
question, the sbove system of processing violates an axiom of personnel people,
namsly that, other things being equal, the least expensive parts of processing
should be put first in the procedure, Whenever security processing is put
early, the risk is taken that a process costing In the thousands of dollars
45 wasted because of rejection by a process which is relafiively inexpensive,
®.g., medical or psychological examinatior,

Bringing peopls to Washington at Agency expense for medical and
psychologicsl examinations and personnel interviewing prior to
putting into security processing would probably be equally expen-
sive. Decentraliszation of the medical and psychological examinations
and any interviewing necessary might well be practicable.

Ke

b, The Assessment and Rvaluation Staff, Office of Training, is in the
process of decentralising its Junior Officer Tralnes testing through
soch decsniralization, It is slready clesr thst this decentrallzation

‘ will work for this particular examination, If through
consultants or Agency staff a similer dscentralization could be accom-
plished for other elements of the procedure, it is highly probable
4hat the savings might reach a very large figure,

e. Tt is understood that the State Department has already resorted to a
decentralized system, '

RCELEM &:  Fmbering Svatem for Fersonpel.

Assigning individuals a serial number so they can ba identified with certalinty
4n files generally and in IBM files specifically is an essential whenever

3w
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‘pecords are to be consulted and usad for individeal purposes. Delensy
organizations fisve long had & serial mumbering system, CIA has a confusion
of pumbers. Iéemtmhwmeﬁst, butlmamo‘thatpmoll has
one numbaring systen, persormel another, and the Asssssment and Rvaluation
Beaff, Office of Training, will be spending 25 man weeks per year ansigning
monbers of individuals recelving Fitness Reports, individuals tested for
one or another purpose, ammdivimlswhemumrerems. This |
estimate is based on an averages of 20,000 Fitness Reports, mraining Fvaluations,
| papers being processed, an estimate which 1s conservative, If one

5 time other offlces are spending in assigning mumbers,

Y, At the same time the Director of Centrsl Intelligence has repeated that

" we are accepting moTe and more responsibilities and commitments.

e, The Jackson Committes report strongly reccommnisd that the Agency congen-
trats now Pailding & fully trainad and operaﬁemlly affective
#lardestine capability, and to do this ve should cut.back upon operational
compitments until oar persormel were sufTiciently well trained to eaxYY
out cur tasks success . mznspoctnracwal,thomﬁlanﬂ
Clark Committees have a1l reccsmended that ipersased emphasis be placed
vpon training of Agency personnsl. The operating offices agree in
principle, but they have not peen relisved of their operational comnite
ments so that their personnel can be spared for adequate training.

&, In view of this situation it is strongly opmended that the Pirecltor
of Cantral Intelligence advise the Bureau of the Pudget that contrary
to having sufficlent persornel, the AgeneYy requires a 5% overall increase
in at for the next 3 to 5 years in ordesr o sccomplish adecuate
traiming of its persomnel for the increased operational commitments it
nas accspted. ,

PROBLEY 61 W@WWﬂmm.m
‘ - mmmmmgmmmsam-

' :; Cftice of Tralning soncepts such as the JoT Program and its techniquas
' of recTultment, decentralized tasting and selection of personnel, the
eollegiate spotter programs, and basic traiming principles have been
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